Introduction
Since opening-up to the world in the late 1970s China has effected a transition from a command economy to a socialist market economy (Warner, 1993; Glover and Siu, 2000; Warner, 2004; Child and Rodrigues, 2005) . Economic reform has led to changes in organisational structure and management practices, which in turn impact on organisational culture and re-shape people's norms and values (Child, 1994; Goodall et al., 2004) . Further in 1987 the reform of Chinese civil service and cadre system launched by Deng and his colleagues sought to improve performance through training and education (Chow, 1991; Cooke, 2003) . Moreover China's new accession to the WTO (World Trade Organisation) and globalisation is exerting great pressure on Chinese policymakers to make fundamental changes and accelerate the transition to a market economy. Many commentators focus on analysing the reasons for change, and types of changes, as well as the management transition in organisations (McCalman and Paton, 1992; Thornhill et al., 2000) . It is also argued (Griffiths and Williams, 1999; Barry, 1999) that the important issue about managing change is for policy makers to have a clear vision of their organisations and link human resource development to the business strategies.
There is a growing consensus that the quality of an organisation's human resource is a critical factor in the success of that organisation (Pilbeam and Corbridge, 2002; Mendenhall et al., 2003; Warner, 2004) . Management development has therefore become a strategic goal for organisations since the 1990s (Beardwell and Holden, 2001 ).
Many authors argue (Borgonjon and Vanhonacker, 1994; Mintzberg and Gosling, 2002; Frese et al., 2003; Cooke, 2005; Longenecker and Laurence, 2005 ) that management training and education are important means of improving managerial personnel in an organisation. Deng Xiao-ping, the architect of China's economic reform and open-door policy, recognised that to change people's mindset was of primary importance to foster the economic change in China. He (Deng, 1978a; Deng, 1978b; Deng, 1982) pointed out that China's modernisation required the assimilation and learning of advanced foreign knowledge, managerial experience and all the fruits of human civilization. The "To build up a management team who master the knowledge of international economy and law… to choose them to take training courses both in China and abroad, to send them to learn, to practice in big companies abroad and to increase their managerial competence which complies with international business norms and regulations."
The managerial competencies for a global world require modern management knowledge and skills, which can be achieved by education and training. In order to sustain growth in the fierce competition of globalisation and the new environment of China's post WTO, the Chinese government has placed more emphasis on the development of high quality talent. Therefore investment in management training and education has become an important part of China's economic development ( Warner, 1993; Borgonjon and Vanhonacker, 1994; Warner, 2004; Chu Ng and Siu, 2004; Cooke, 2005) . Starting in the late 1970s China has been sending professionals and managers to study or to take training courses in developed countries and areas. As China's economy has developed it has become a prevailing human resource activity for policy makers to initiate overseas management training programmes for developing managerial competences and skills (People's Daily Online, 2001 ).
The purpose of this paper is to examine critically whether China's overseas management training and development programmes have achieved their objectives.
More specifically, it focuses on those programmes initiated by the China Association for International Exchange of Personnel (CAIEP), which is one of the organisations authorised in China to organise and implement overseas management training and development.
The organisation of this paper is as follows. The following section conducts a literature review and identifies the deficiencies of previous studies in relation to management training and development. The section after briefly describes the methodological approach of this research. The third section presents empirical results, followed by discussions of findings and elaboration of their implications for management development. The last section concludes the paper.
Literature Review and Research Deficiencies

Concept of management development
The concept of management development has been interpreted in various ways. Mullins (2002:851) argues that "there is no single, agreed definition of management development". Mumford (1989:5) is critical to the definition of a training services agency that management development is "an attempt to improve managerial effectiveness through a planned and deliberate learning process". He (Mumford, 1997) argues that to refer to management development as a 'formal, planned and deliberate process' is narrow and flawed. Mumford (1997) suggests that the concept of management development should include formal management development activity and informal learning and thus describes management development as 'an attempt to improve managerial effectiveness through a learning process ' (1989:5) . Thomson and his colleagues (2001:10) agree with Mumford's arguments (1997) by suggesting management development is a "multi-faceted process", which includes not only "formal learning of knowledge and skills" through training and education, but also "informal and experiential modes of human capital formation". Mabey and Thomson (2000:276) also suggest including informal development activities in the entire organisational development protocol, which aims to improve their managers' knowledge and skills. They argue that a formal training programme is not the only solution for management development, as much learning is gained from experiences. Similarly, Mintzburg (2004) points out that good managers are not created from the classroom. Mumford (1997: 38) therefore suggests the marriage of formal and informal learning experiences in the development process. Branine (2005) produces a good example of this in his work with Chinese management development programmes. He argues that learning can take place in the form of the daily interaction and managerial reality of Chinese managers and their Western partners rather than in the classroom.
However a review of literature shows that there is a paucity of empirical studies demonstrating the practical linkage of formal and informal management development.
In particular publications on management training for developing Chinese managers in Western countries are rare. Moreover some research (Mabey and Thomson, 2000; Thomoson, et al., 2001) has revealed that informal management development is less associated with an organisational management development system than the formal development activities.
Definition of Management Training and Management Development
It is apparent that the definitions of 'development' and 'training' are often blurred. For example, Hamblin (1974) uses 'training' to include 'development', which can be regarded as training activity for a future job, whereas Mabey (2002) uses the term 'training' and 'development' interchangeably to cover formal training and informal development activities that managers engage in to improve their knowledge, abilities and skills.
A traditional definition of training is that "The systematic development of the knowledge/skill/attitudes required by a person in order to perform effectively a given task or job" (Development of Employment, 1971:29) . Hamblin (1974:6) simply describes training as "any activity which deliberately attempts to improve a person's skill in a job". Some writers stress the individual's learning related to the present job and immediate changes in job performance (Nadler, 1984; Rothwell and Kazanas, 1994) . Cambell, et al. (1970) defines training as a planned learning experience designed to bring about permanent change in an individual's knowledge, attitudes, or skills.
Later studies develop the debate on 'training'. For example, Mayo (1998) argues that the term training has developed from the traditional meaning of programmes or activities to include various ways or methods of learning both for the present job and future demands. Bramley's view supports Mayo's argument. Bramley (1996:xvii) suggests that "training aims at improving performance at present and future and therefore enhances the effectiveness of an organisation where the trainees (individual and group) work". This might account for the overlapping of the terms of training and development.
There are some attempts to distinguish between training and development. For example, Mullins (Mullins, 2002:844) suggests that training is normally the basic means in the development process and training usually emphasises the improvement of managers' performance for their current job. Development has more of an emphasis on their ability to manage change and their qualification for future positions. Rothwell and Kazanas (1994:397) agree with Mullins' argument and point out that training focuses on individual learning related to job requirements while development "contributes to organisational learning by cultivating the collective skills of individuals in group settings". Bernhard and Ingols (1988:41-42) argue that development "broadens people and gives them new perspectives", which emphasises developing organisational top managers and leadership. Training is, however, "a short-term activity that helps people to do their job better, to become skilled specialists". In other words "training is improvement for today and development is an investment for tomorrow". Easterby-Smith (1994:10-11) contests the traditional definitions between 'training' and 'development': 'training' aims at improving managers' current performance, while 'development' aims at improving managers' future performance. He argues against basing the definitions on the obvious goals of programmes whilst the concept of goal and objectives of training and development is problematic in the first instance.
Easterby-Smith (1994:12) defines training as a procedure involving managers attending a course or a workshop. His view agrees with the suggestion by Ashton and Esterby-Smith (1978) that training is regarded as a sub-system of management development.
Training Provisions in the Process of Management Development
There is an increasing consensus that any management development activities should link to organisational business strategies as well as managers' real work practices (Bolt et al., 1983; Holden, 1991; Badger and Sadler-Smith, 1997; Sels, 2002) . Mumford (1997) argues that the process and content of any training initiatives leads to ineffective learning if they are divorced from management reality. It is also stressed that the key to achieving effective training is to provide what the managers want to learn when they need to learn (Bolt et al., 1983; LaHote et al., 1999) . Professional developers are criticised for tending to adopt their preferred approaches, i.e., tutor and learner stereotypes or trainer-centred methods to provide management training and professional education rather than focusing on the real interests and levels of understanding of learners (Mumford, 1997; Branine, 2005) . Bernhard and Ingols (1988) argue that the frequent problem for professional developers is running programmes which are not relevant to strategic organisational goals. On the other hand, the training must be delivered in a format that best suits the individuals' learning style and must be transferable from conceptual understanding to real work application (LaHote et al., 1999) . Likewise, Alon and Lu (2004) raise the pedagogical issue of management education in China delivered through Western-based approaches. There is therefore a need to study the method of delivery of management development programmes across cultures.
However a review of previous research on management training and development has shown the paucity of studies on the effectiveness of Chinese managers' development activities in Western countries. As elaborated earlier China's overseas management training is a method of developing managers to embrace changes and to achieve improved performance in different organisational sectors and at different levels.
Therefore, in the context of management development China's overseas management training intervention refers to a systematic development of managers' knowledge, skills, attitudes and other abilities in order to improve the performance of managers' and their organisations' through a planned and structured learning process with emphasis on business reality.
Unlike local management training China's overseas management training is underpinned by a broader context involving two cultures. In addition the perceptions on the effectiveness of training vary among the stakeholders from different cultures. Some studies have demonstrated problems in the cross-cultural learning of international students and expatriate managers as well as in the transfer of knowledge from Western to non-Western settings (Newell, 1999; Berrell et al., 2001; Batonda and Perry, 2003; Iles et al., 2004; Selvarajah, 2006; ) This research adopted a blend of probability sampling of a defined larger population for the questionnaire survey, and stratified purposive sampling for semi-structured interviews and focus group interviews (Tashakkori and Teddlie, 1998; Kemper et al., 2003) . The empirical data was collected from focus groups, questionnaire survey and semi-structured interviews. As shown in Table 1 17% of respondents participated in focus groups, 16% in interviews and 66% in questionnaire survey. This research design was based on the principle of using different methods in data collection to achieve different purposes (Jick, 1979; Silverman, 2000; Johnson and Turner, 2003) . In this case the questionnaire survey was to collect larger amount of quantitative data, whilst the focus group and semi-structured interviews aimed at gathering smaller numbers of qualitative information for piloting and in-depth exploration in a pro-active process. The research process involved seven stages which integrated with the two phases of data collection. Moreover the strategy of employing both probability sampling and purposive sampling enables the generalisability of the findings to a new setting and larger population with similar characteristics (Kemper et al., 2003) . The bilingual and cross-cultural skills of the researcher (also interviewer) contributed to the reliability and successfulness of the empirical studies which involved two different cultural settings: China and Anglo-Saxon.
Empirical Findings
Characteristics of China's overseas training intervention
The attributes of the survey respondents from the major stakeholders are analysed by their age, organisational sector, job role, and educational background. Three phases of overseas training (refer to China's overseas management training is normally taken in groups rather than on an individual basis and the trend is towards more medium-term training for its cost-effective value. The most popular subjects of training are public administration, business management, human resource management, economics, and finance. The training experienced by the respondents includes not only classroom teaching but also other forms like seminars, company visits and work experience in the host countries. 
Evaluation of the Effectiveness of Training Delivery
The results from both quantitative and qualitative analysis show different viewpoints and arguments between groups with regard to evaluation of effectiveness of training delivery. This section explains these issues.
Firstly, there are three levels of objectives as follows.
Designed Objectives-the objectives stated in the protocol or agreement between overseas training institution and training organiser in China.
Trainees' Organisational Objectives-the objectives of the organisation in which the trainees work for.
Individual Objectives-the objectives of Chinese managers who participate training, which in turn determined by individual needs and expectations.
Secondly, the statistical analysis shows that the respondents from training institutions are least clear about the details of the objectives but are most positive that the training programmes are consistent with the objectives among the groups. Trainees' organisation objectives are perceived to be least met followed by individual objectives.
Thirdly, the assessment of training delivery in terms of instruction, approach, and services of the training institution reveals that the training institution group is also most satisfied with the quality of training programmes; whereas Chinese managers are critical of the quality of training delivery. For example, one of trainees was critical about the training provider and said, "...The host institution did not know our culture and customs, so our needs were sometimes regarded as 'unreasonable requirements', or to be considered too demanding...They were very slow to respond to our urgent requests."
On the other hand evidence from interviews suggests that either somewhere in the 
Factors Affecting Learning
The exploration of factors affecting effectiveness of training identifies the key factors and sub factors in management learning by means of statistic analysis (refer to Table 3 ).
There are nine key factors; they are language ability, cultural impact, objectives and needs, programme design, quality of delivery, communication skills, individual characteristics, living conditions, and assessment criteria for learning outcomes. Eight less influential factors are also identified, they are pre-training preparation, practice and company visits, concept, management of training activity, group, context, and academic facilitation and accommodation. The interviews with different stakeholder groups highlights some factors influencing Chinese managers' learning and provides in-depth understanding of these factors.
Firstly, learning in a foreign language is probably the major barrier in the process of learning and teaching for Chinese managers. Secondly the cultural differences between the host country and home country have multiple effects on learning effectiveness. They However the results reveal differences in prioritising these factors by individual stakeholder groups. In addition different awareness of these factors are identified between groups. Firstly, the groups of training institutions and trainees' are found to be less focused on the factors of 'practice/on-site visits', whereas the groups of ex-trainees'
and training departments/organisers emphasises 'practice/on-site visits'. Secondly, compared with other groups it appears that the training institution group have less awareness of the factors 'programme design', and 'living', whilst having more recognition of the factors of 'pre-course preparation', 'individual', 'group', 'objective/needs', and 'context/backgrounds'. Thirdly, the training departments/ organisers' group prioritises the factors 'programme design', and 'time/budget', but is less aware of the factor 'culture', and 'objectives/needs' among the stakeholders.
Impact of Overseas Management Training
It has already been discussed that Chinese policy makers believe that a 'high-level international personnel training and development strategy' provides a solution to the new challenges presented by China's WTO membership and globalisation. The findings reveal that there are indeed multiple positive impacts of overseas management training which can be categorised into four main effects. Apart from the positive impacts identified above some negative responses were collected from the interviews particularly with trainees, ex-trainees and supervisors. The negative views from ex-trainees and trainees are summarised as: that training is not beneficial to management reality, that it is difficult to use their learning, and that promotion is unsatisfactory. Criticisms are also heard from ex-trainees' supervisors, for example, that there is no significant positive change in the subordinates, and ex-trainees are too idealistic and dogmatic in copying the 'Western way', which could sometimes lead to disagreements with other colleagues. One supervisor commented that his subordinate did bring new concepts and became more ambitious. But some ideas were not realistic to apply to their business reality. "We believe in harmony of the working environment. So I have to balance between the traditional management style which has been accepted and innovation brought in by the manager (ex-trainee) based on Western management theory", said one supervisor.
Discussions and Implications
Attributes of the Major Stakeholders Involved in China's Overseas Management Training and Development
As discussed earlier five major stakeholders are involved in the process of China's overseas management training and development. These stakeholders are categorised according to cultural dimensions.
As shown in Figure 1 four stakeholders are categorised in one culture, Chinese culture; whereas the training institution is categorised in this case in an Anglo-Saxon cultural region. However, the configuration of relationship varies in different phases of training intervention. Trainees and ex-trainees are 'mobile agents' who encounter other stakeholders and who experience both cultures at different times. Chinese managers are therefore challenged by the change of management concept and practices underpinned by distant cultural dimensions (Brown, 2002 , Noe, 1986 Abdalla and Al-Homoud, 1995; Bartram and Gibson, 1999; Antonacopoulou, 1999) . This leads to the individual 
Conceptual and Perceptual Problems of China's Overseas Management Training
The review The confusion over the definitions of management training and development therefore appears to be a key reason for different perceptions between training institutions and other stakeholders regarding the approaches of training delivery. This study reveals that in reality the intervention of China's overseas management training contains a broader meaning. Firstly it is under the 'hat' of management development which aims to improve managerial work to embrace and deliver business changes through both planned and deliberate formal learning and informal experiential learning. The implication is that China's overseas management training focuses on the process of learning and development rather than one training intervention. Secondly, China's overseas management training is also characterised by reframing and developing managers' mindsets such as refining and influencing attitude, insights, concepts, and values. It mostly aims at changing the whole person and total career with a long-term pay-off and intangible benefits rather than short-term results. Thirdly, learning takes place for Chinese managers not only by formal and structured training delivery but also by participating other activities such as cultural visits, interacting with the locals, and daily life in host countries.
Objectives' Problems of Training Delivery
There is consensus in previous research that any management development activity should link closely to business strategies and focus on the managerial reality of an 
Methodological problems for China's overseas management training and development
Previous research suggests that the course design and pedagogical approach in cross-cultural teaching and learning needs to be culturally sensitive. Selvarajah's recent study (2006) reveals different educational objectives and attitudes to assessment methods between Chinese students and European students who take postgraduate management courses. According to some authors (Kolb et al., 2001; Yamazaki and Kayes, 2004; Kayes, 2005) individuals' learning preferences in a new culture determine their learning attributes such as skills, ability, styles and attitudes. It has therefore becomes a challenge for Western training institutions to design and deliver training courses for Chinese managers in a group setting without knowing their career backgrounds and individuals' needs before delivery.
Modern theory of management development suggests that it is hard to separate formal and structured training from informal management development activities (Mumford, 1997; Thomson et al., 2001; Mintzberg, 2004) . The empirical results of Chinese management training in the UK support this argument. This raises the issue of availability of resources in the host country; whether there is a demand from the local organisations and communities; and to what extent the western training institutions are committed to bridging the needs between Chinese managers and the locals.
Last but not least, the findings of this research demonstrate that the effectiveness of Chinese managers learning is influenced by those factors beyond training delivery. It refers to wider range of activities occur in everyday life in host country. The awareness of the Western training providers to these factors is critical to ensure the learning efficiency of Chinese managers'. This therefore requires not only academic support but also non-academic facilitations to those students from other cultural backgrounds.
Conclusions
In recent years, with the development of the institutional reform and WTO-regulation adaptation, there is an increasing demand for managerial expertise in public administration, business management, human resource management, finance, and social development. Although many local management training centres and educational institutions in China offer the management training and development courses (Alon and Lu, 2004; Cooke, 2005 ) the policy makers also choose to cooperate with the training institutions abroad, particularly in Western countries (Jiang, 2002; Sun, 2004) .
Compared with taking management training in China, studying abroad aims to expose Chinese managers to the 'real world' of modern management which originates from the West. It allows the managers to learn not only from textbooks but also from working with the organisations of host countries and other activities. Learning is therefore attained through structured management programmes as well as experiential and accidental learning.
China's overseas management training intervention has shown its unique characteristics for management development. The impacts are multi-faceted, which covers economic, social influences in the levels of individuals, organisations and regional. Some problems exist in terms of training delivery for management development. The major reason results from the complexity of stakeholders' attributes, and the diversity of training objectives. The cross-cultural context also influences the effectiveness of China's overseas management training and development. It is therefore a challenge for Chinese policy makers to take measures in clarifying the objectives of training programmes, meeting the needs of organisations and individual, as well as establishing a system of management development with close cooperation with training providers abroad.
